fied as strong leaders. The underlying assumption of a traits approach to leadership assumed there was a trait or set of traits that differentiated leaders from non-leaders. Some examples of these traits are assertiveness, good vocabulary, and self confidence. After several decades of study, it was determined that such traits varied from situation to situation and no one trait or set of traits was consistently identified.
Influenced by the lack of success in identifying leadership traits, researchers began to investigate behaviors or actions of leaders with the assumption that leaders' behaviors were different from non-leaders' behaviors. The ' result of this research was to identify and develop a better understanding of leadership behaviors. The leadership behavior theories essentially focused on the relationship between interpersonal and task oriented behaviors (i.e., concern for people and concern for job). The research found that, in general, a combination of both types of behaviors was demonstrated by leaders. However, in dealing with complex systems and complex individuals with inconsistent and unpredictable relationships, there were no guaranteed formulas of success.
The interpersonal and task oriented leadership theories provided the linkage to the next step in the evolution of leadership theory-that is, the development of situational approaches to leadership. In a simplified approach to situational theory, the goal was to identify key situational factors (type of organization, group effectiveness, and time pressures) and to specify how individuals interacted to determine appropriate leader behavior. Even though researchers found more inconsistencies than consistencies between the various situational theories which did not lend to universal application, the research did reinforce the assumption that leadership is a complex process.
Situational leadership theories did make valuable contributions to the evolving knowledge base of leadership theory and practice. The most important contributions were: the identification of the interrelatedness of three elements of leadership, i.e., leader/member relations, task structure, and position power; the acknowledgment that Partiallyadapted from Tooker Consultants, 1995. leadership comprises more than one individual's ability to lead; and the recognition that leadership could be improved by intervening with one or all three elements. This demystification of leadership enabled researchers to focus on developing workable solutions to improving organizational outcomes through leadership. Because successful leadership partnerships require leaders and it is recognized that some leaders are more effective than others, it is important to understand how leaders develop the ability to influence or lead others and demonstrate a leadership edge (Table 1) . In contemporary terms, many theorists view leadership not as something learned once, but an ever evolving pattern of knowledge, skills, and abilities that change over time. Leaders who make a difference are leaders who think big. They are able to translate that thinking into a vision that people can get excited about and rally around to support. A leader who builds agreement around that which constitutes success for an organization is one who has mastered the ability to be action/outcomes oriented.
Leaders who demonstrate these and other recog-. nized leadership qualities are individuals who have, over time, developed a bank of knowledge , skills, and abilities that are available in any situation to function in the leadership role. The ability to set clear expectations and to be consistent in acting out those expectations gives added value to a leader's ability to lead and fosters trust with others to form leadership partnerships (Bethel, 1990; Griffin, 1987) .
456

LEADERSHIP PARTNERSHIPS
In associations (non-profit), there is an added dimension to leadership, that is, the dimension of like minded individuals working together to shape their own world to provide opportunities for leaders to contribute to the success of the association. Associations exist to solve common problems, meet common needs, and accomplish common goals.
The unique partnership between presidents and boards of directors, board members and staff, chief elected officers and chief staff officers, and national and constituent associations are just a few examples of the many leadership partnerships, both formal and informal, that exist in associations. The partnership involves cooperation between individuals and/or groups possessing specified and joint rights and responsibilities. To be successful it must have an action or outcomes orientation and be built on trust and a common vision .
Leadership in associations today is constantly challenged to create new structures that are more fluid, flexible, and responsive in meeting members' needs in a rapidly changing environment. In the past few years, association leaders have seen a decreasing pool of potential members, constantly changing needs and desires of the current members based on an evolving scope of practice, and increasing outside competition both for members and the association. For example, even though 91% of the American Association of Occupational Health Nurses' (AAOHN) members indicate they would likely renew their membership in the association, the continued success of AAOHN is greatly impacted by the many leadership partnerships that exist throughout the association. At the same time, decision making processes need to be more compressed, outcome oriented, market driven, and information based. No one leader possesses all the knowledge, skills, and attributes to meet these challenges. It is through the leadership partnership that a wealth of human talents comes together in cooperation and accepts responsibility for the achievement of the outcomes (Griffin, 1987) .
IDENTIFYING OUTCOMES
Establishing indicators of success or outcomes is a regular, ongoing process of identifying both the short and long term outcomes for an association. AAOHN does this by participating in a strategic planning process every 5 years. This planning sets the future direction of the association by analyzing several factors, including member needs and common interests,emerging environmental trends, and the internal capacity of the association to meet its goals and objectives. Annual implementation plans which evolve from the strategic plan are then developed to guide the work. A variety of opportunities are provided for input from members and other key stakeholders as to the direction of the association. This is done through survey, focus groups, one on one meetings, and informal encounters, and other research/marketing, activities. Strategic planning allows for creativity and flexibility in organizational enterprises (Table 2) . 
Strategic Planning Attributes
• Supports and ope rationalizes a long term vision of the organization.
• Fosters a competitive edge.
• Encourages creative thinking.
• Includes monitoring strategies.
• Builds collaborative partnerships.
Partially adapted from reeker Consultants, 1995. Inherent in any relationship is the issue of the different perceptions held by the key stakeholders about what the association should be doing to meet members' needs and how to get there. One role of the leadership partnership is to help members, leaders, and key stakeholders see the association as it wants to be (vision), not as it is or was, and build agreement and support for that vision. The vision provides a focused and coordinated approach to achieving the strategic position of the association regardless of who is serving in the various leadership positions. This process of building consensus for a vision is dynamic and one of give and take until the end product is one that all parties can support. Communication strategies that articulate both the decisions and the reasons they are made are essential to an effective partnership that is spirited in trust in the intellectual capacity and integrity of others.
How do you build trust? There are many approaches to building trust and, in most cases, it is a building block process. However, an important step in the process is to develop a better understanding of from where others are coming-their perceptions, values, goals, and needs-so that one has an appreciation of who the others are and the unique contributions each brings to the situation. For example, as part of the orientation of any newly elected AAOHN president, the president and executive director participate together in an educational program specifically designed to enhance the leadership partnership between these two different individuals in the association.
During the 2 day symposium, these leaders examine their own perceptions, values, expectations, and even personality preferences. This process enables them to clarify their partnership as two leaders who must work out the division of responsibilities and shared activities among volunteers and staff so that their partnership (volunteers and staff) can excel. An atmosphere of openness that encourages thinking and discussion of those ideas is crit- SEPTEMBER 1995, VOL. 43, NO.9 ical to the association's success and growth. No longer is the role of a president one solely of governance, or the role of the chief staff executive limited strictly to management. A continuum of both governance and management decision making processes requires the attention of the leadership partnership of the chief elected officer and the chief staff officer.
In like manner, so that constituent association leaders have an opportunity to share their perceptions and make contributions to the association, AAOHN conducts an annual leadership conference, the Conference of Presidents. At the conference, elected volunteer leaders of constituent associations have an opportunity to gain new and/or refine their leadership skills by attending educational sessions and to contribute to the vision of the association by participating in the regional sessions. Many networking opportunities are provided to facilitate communication among the various leadership partnerships. In the end, mutual respect and cooperation lead to an environment of trust and one that is more favorable to success.
The annual leadership conference is just one way to identify and foster new leadership potential. Building a sense of community within the association by reaching out to the membership in different ways can assist the association in finding, motivating, supporting, and recognizing new leadership for the association.
Members stay members and become new leaders not only because of a perceived value of a match between high priority needs and what the association has to offer, but also because there is a professional identity with the values and personality of the association. In association communities, there is much extraordinary talent, and opportunities for individuals to contribute to the mission of the organization must be identified, recognized, and fostered by all. This will serve to empower members and energize them to participate in association activities (Dunlop, 1990) .
The importance of developing leadership partnerships at all levels within the association cannot be overlooked. Constituent associations need to work on building leadership partnerships with other constituent associations, allied associations, business and industry, as well as the national association. It is imperative that the "leadership partnerships" continue to thrive, for only then can the association be successful in meeting current and future members' needs.
